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AD HOC COMMITTEE
ON LONG-RANGE PLANNING

During its review of County departments, the 2001-2002 San Bernardino County
Grand Jury noticed a lack of long-range planning and goals by a majority of the
department heads.  The reason for this lack of planning by these department heads
could simply be the fact that, since July 1, 2001, 29 percent, or 14 out of 48
departments have new leaders.  In fact 65 percent, or 31 departments have had new
department heads in the last three years.  Since planning is an issue that is controlled
by higher authority, meetings were requested with the individual members of the Board 
of Supervisors instead of with the individual department heads. 

In order to facilitate the investigation across the many disciplines of the County
an Ad Hoc Grand Jury Committee was formed.  The make-up of the committee
consisted of the five committee chairs and the Audit/Fiscal Committee.

The Audit/Fiscal Committee and the Ad Hoc Committee examined the Board of
Supervisors planning for San Bernardino County.   Meetings were scheduled with all five 
County Supervisors and questions that had been submitted in advance were asked and
answers were noted.  The questions submitted were a request to learn about their
concerns and plans for the future of San Bernardino County as well as their
Supervisorial District. Topics ranged from economics, education, health and human
services, infrastructure, and services to be provided to their constituents for their safety 
as provided by fire and Sheriff services, including crime and detention centers.  The
Supervisors were asked about their priorities for the short term of one to two years,
and their priorities for the long-term of three to five years.

The final report was written and approved by the joint committees.  The
Supervisors were sent a copy of the report, with a request to submit their written
comments.   As of June 18, 2002, only one Supervisor returned the report, with a cover
letter stating that our comments were interesting and informative.  There were no
comments from the other four members.  The following report is included with this note
that the final exit interview was declined by the actions of the Supervisors.
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BACKGROUND

During the review of County departments, the 2001-2002 San Bernardino County
Grand Jury noticed a lack of long-range planning and goals by many of the department 
heads.  The reason for this lack of planning could simply be the fact that since July 1,
2001, 29 percent, or 14 out of 48 departments, have new leaders.  In fact 65 percent, 
or 31 of the departments, have had new department heads in the last three years.

Long-range planning is one of the issues that is controlled by the County
Supervisors, thus we requested meetings with the individual members of the Board of
Supervisors instead of with the individual department heads.  The questions submitted
to the Supervisors were for the purpose of learning about their concerns and plans for
the future of San Bernardino County and their Supervisorial Districts.  Topics ranged
from economics, education, health and human services, infrastructure, and public safety 
services as provided by Fire and Sheriff services, including crime and detention centers.
The Supervisors were also asked what their priorities were for the short-term and for
the long-term.

San Bernardino County is estimated to grow to a population of between two and
three million people by the year 2020.  This is America’s largest county, encompassing
three deserts and 37 mountain ranges and stretching from the outskirts of Los Angeles
County to both the Nevada and Arizona borders, covering over 21,000 square miles.

 The Maxwell School of Citizenship and Public Affairs of Syracuse University
released its Government Performance Project (GPP) Report on January 29, 2002.  The
GPP evaluates the effectiveness of management systems and examines the role of
leadership in government entities. In doing so, the GPP studied and evaluated public
sector management in five management systems areas, and determined how well they
are effectively integrated.  The GPP did not focus primarily on performance.  It also
analyzed management capacity, which is the foundation for good results.

The five management criteria used by the GPP to evaluate the counties consists
of:  (See Exhibit A for a better understanding of criteria used)

1) Financial Management
2) Capital Management
3) Human Resource Management
4) Managing for Results
5) Information Technology (IT) Management

During 2001 the GPP evaluated 40 counties across the nation on the above five
management criteria, using three methods: the survey, the interview, and the
examination of public documents.  The 40 counties were selected based on geographic 
location in four regions, according to the U.S. Census Bureau and revenue size.  The
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nine counties from California chosen were: Alameda, Contra Costa, Los Angeles,
Orange, Riverside, Sacramento, San Diego, Santa Clara and San Bernardino.  San
Bernardino ranked 37th out of 40, with an average grade of C minus. (See Exhibit B to
view the summary of the San Bernardino County grade).

Lack of goals and the turnover of County management hurt the GPP rating of the 
County.  The County leadership is trying to learn from past mistakes.  They have
proposed a new County Ethics Code and are searching for a new County Administrative 
Officer to replace the acting interim officer. Recent scandals have hampered the
recruiting process.  New training for the leaders of the County in ethics and sexual
harassment issues may help build confidence in the residents of the County toward
their County leaders.  The consensus of the visits with the five San Bernardino County
Supervisors produced a feeling that a lot of planning is to be initiated.  In the smaller
populated areas, the incorporated cities, and open land areas, planning will be quite
complex.  Planning must include economic growth, industrial availabilities, educational
opportunities, and a general improvement for citizens in their quality of life.

Some members of the Board of Supervisors stated that San Bernardino County
has been noted as being reactive in the area of governmental affairs.  Why is San
Bernardino County reactive?  One of the reasons is that Prop. 13 limited the County’s
income. The County substantially relies on Federal and State funded programs.  The
County needs to do more long-range planning and measurements of the needs related
to County functions.  The County needs to have a plan for land use that is simplified,
crisp and concise.  Performance measurement for County services should measure
results and not just counting numbers of clients served. 

The Supervisors have their own wish lists for help from the State and Federal
governments.  Several of them talked of short-term goals and attempts to rebuild
confidence with the populace.  They addressed mid-term, long-term goals and strategic 
planning efforts for developing competent leadership and creating a better model for
the County to follow. 

FINDINGS

The County has a Land Use Plan that was incorporated in 1989.  This Land Use
Plan established a 20-year planning horizon. The General Plan is being updated, with a
preliminary report due in May of 2002 and a two to three year final draft deadline.   The 
State controls two-thirds of the County’s spending by mandated programs.  Most
planning in the County has been for maintenance projects. A review of the recently
adopted Comprehensive Economic Development Strategy that was approved on
February 20, 2002 shows what type of planning this County can create.
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Some of the Supervisors have a certain vision in mind.  They answered some of
our questions fairly well, covering them with terms like joint powers and cooperation
between the County and the 24 cities.  Economically speaking, joint powers are cities
and the County working together.  The County should be seen as a resource, interested 
in helping to develop the quality of life for the populace.

The County’s main focus should be more proactive planning because it will
eliminate some of the reactive planning required if the County is only responding to
situations after problems arise.  The County should have a mission statement as to
what the County wants to do, and a vision statement about how the County wishes to
achieve its goals.

ECONOMICS – The Economic Development and Public Services administrators
are working on job retention and job growth for the 1.9 million new residents forecast
for the next 20 years.  Employment opportunities for the populace, other than the lower 
paying service industries such as fast food and retail stores, will need to be encouraged. 

Ontario Airport is currently growing at 6.5 percent per year and can handle
growth of 30 percent in the next decade. The Logistics Airport in Victorville and the San 
Bernardino International Airport are two local airports that also show great growth
potential in the economic future of their communities, as well as the County.

The Fontana Speedway and the San Sevaine Redevelopment Project represent
significant growth, but their property tax base is frozen.

INFRASTRUCTURE – The Alameda Corridor is helping the cities of Long Beach
and Los Angeles (both in Los Angeles County) and is adding to the economic
importance of San Bernardino County through the Burlington Northern Santa Fe
Railroad.  But the growth is causing traffic snarls with the 100-car trains on the railways 
and added trucks on the freeways in San Bernardino County.  Even though some
monies have been given to develop the Alameda Corridor East, where trains are being
placed under roadways in the western part of the valley, there is still a large area where 
bridges will have to be built over the tracks and freeways will need to be widened, all at 
the expense of the people of San Bernardino County. 

The cost of County infrastructure development and maintenance are higher now
than in past years.  The one and one-half per cent gas tax for highways and roads is
insufficient for the needs.  The freeways will be heavily congested.  Currently, there are 
125,000 workers commuting to work from the High Desert down to the valley and
beyond for jobs.

Also, the County’s one-half cent sales tax will run out in the year 2009.  The
County needs to plan early and decide what to do before the year 2009.
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LAW AND JUSTICE – The majority of the County budget, 65 to 70 percent of
the monies, are used for public safety.  Additionally, two-thirds of the discretionary
funds are used in the public safety arena.  In the area of law and justice, the County
was under orders from the State Board of Corrections to relieve overcrowding in the
juvenile correctional facilities.  The County received support through grants to build the
prospective Juvenile Hall in the High Desert, which is forthcoming by 2004.  Also,
additional juvenile beds are almost completed in the West Valley area at Etiwanda, with 
additional juvenile beds in the City of San Bernardino so that the Tent City can be
removed.  There are plans for a High Desert jail facility for adults on Dale Evans
Parkway in Apple Valley.

Sixty percent (60%) of the Sheriff’s budget is received through contracts with
the cities where they perform the duties of a police force.  Money from Prop. 172 funds 
(the one-half per cent sales tax for safety) are very much lacking this year.  Estimates
of the shortfall to the County are as high as $8 million.

FIRE SAFETY – Many fire stations are located over a very large area.
Volunteers staff some, and hourly paid fire fighters staff others.  The Baker Fire Station, 
which handles many of the responses to accidents on Interstate 15 between the
Nevada state line and near Barstow, includes volunteer prisoners.   The biggest hurdle
in improving the fire stations and crews in the First District is one of money.  State
Prop. 172 (the sales tax initiative) shortchanged the Fire Department in favor of the
District Attorney, Sheriff and Probation departments. 

HEALTH CARE – Health care resources have not kept up with the growth; there 
are not enough hospital beds.  A concern is that a significant number of children 0 to 5 
years of age are not getting adequate care.  Many families are without health
insurance, and sufficiently funded low cost clinics would insure that these children
would at least receive basic care and receive their immunization shots.  Even though
these parents are working, they do not earn enough to meet all of their family’s health 
care needs.  A Supervisor noted this is not a County function, but does affect the
quality of life for many families in the County.  Also, more clinics could be of use to the 
growing elderly population. The establishment of a few more long-term care facilities
would be possible.

Funding is a major problem that will have to be carefully monitored.  At this
time, sharing of Prop. 10 Tobacco funds may be a solution. 

LIBRARY and MUSEUM – Both entities suffer from lack of funds.  Note the
study done by Providence Associates, which was commissioned by the Board of
Supervisors.  Cities do not have the capital for the needed daily expenses of libraries,
and funds for library expansion are not being budgeted. Most funds outside of the
County budget for the libraries are in the form of donations.  Some services the libraries 
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provide, besides extended hours, are to perform marriage ceremonies such as those
being done at the Montclair and Apple Valley branches.

There is now a consultant for the Museum to evaluate sites like the Adobe
Monument in Rancho Cucamonga.  The Adobe Monument has an old winery on the site 
and has hundreds of artifacts, but the building is unsafe to enter.

HEALTH AND HUMAN SERVICES - There has been an increase in clients
receiving In–Home Supportive Services.  Further increases are programmed for child
abuse areas as well as senior services.  The Board of Supervisors acknowledges the
importance of programs such as Head Start to the development of our children, and the 
need to meet President Bush’s Welfare-to-Work Program.  Head Start was actually on
probation in the County in 1999.  The program was in disarray.  Now, with an infusion
of some $30 million, there is improvement and a future for the program.

Dealing with the growing aging population has become a priority within the
County, and a program similar to the Children’s Network is needed to handle the adult
aging and abuse functions.  The District Attorney’s office is very supportive of the
caregivers for elderly people. The D.A. has a prosecuting team for Abuse of Seniors.
The Visiting Nurses’ Association relieves caregivers so that they can go shopping or take 
a break from their responsibilities for a short period of time.  According to the
Supervisors, the problems increase as the population continues to grow in the County.
More and more grandparents are becoming caregivers of their grandchildren.

FACILITIES - In the area of facilities around the County there are questions of
whether it is wise to continue leasing areas and buildings, or should the County begin
more construction on its own behalf.  Facilities for County use were planned for a Super 
Block with the existing County government areas.  However, several of the large County 
departments, such as the Auditor and the Recorder’s office, are on Hospitality Lane and 
the Sheriff’s office is on Third Street, several miles away.  The Health and Human
Services System is off of Mill Street and, thus, you have no Super Block. The concept of 
establishing services and facilities where the people are located is no longer a County
process. The clients of San Bernardino County are required to take transportation from
place to place to receive the mental health, welfare and other services of the County.

PLANNING – The most significant points presented were related to the Master
Plan. Questions on the development of an overall plan for the County were stymied by
the funding requirement process.  Some Supervisors stated that funding for projects,
programs, etc., depended on monies received from the Federal and State mandates.
Sometimes these monies received were not sufficient to cover all the costs for the
entire program, e.g., a few years ago the State allocated monies for new judges but not 
enough to cover the support groups needed, such as the secretaries.  Some members
of the Board of Supervisors hinted that it is difficult for the County to plan ahead due to 
the uncertainty of monies received.  Furthermore, programs like welfare, work plans,
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redevelopment, elderly and youth, etc., are driven by the outside funding sources, not
the County government.  In many areas, County long-range planning has been reactive.

RECOMMENDATIONS

02-147 DEVELOP A LONG-TERM MASTER PLAN OF FIVE TO TEN YEARS FOR ALL
DEPARTMENTS.

02-148 DEVELOP SHORT-TERM PLANS AND GOALS FOR ALL DEPARTMENTS.

02-149 DEVELOP ALTERNATE PLANS TO SUPPORT DEPARTMENTS IN THE EVENT 
OF ECONOMIC DOWNTURNS.

02-150 DEVELOP PERFORMANCE MEASURES FOR ALL DEPARTMENTS TO
ENSURE THAT THE COUNTY IS UTILIZING ALL MONIES AVAILABLE.

02-151 COORDINATE ALL PLANS FOR THE COUNTY TO ENSURE THAT ALL
DEPARTMENTS OF THE COUNTY HAVE ADEQUATE RESOURCES TO MEET 
GOALS AND PLANNING OBJECTIVES.

02-152 STUDY OTHER COUNTIES SUCH AS MARICOPA IN ARIZONA (EXHIBIT C)
AND FAIRFAX IN VIRGINIA (EXHIBIT D), AND MODEL THE TURNAROUND 
OF SAN BERNARDINO COUNTY AFTER THESE SUCCESSFUL COUNTIES.
















